Navy/Marine Corps
Install Restoratio
Partnering in Virginia _

A Bridge to Successful Cleanup

Cleaning contaminated sites at military installations can be difficult, both scientifi-
cally and logistically. Some planning and execution problems arise from the varied
policies of the multiple organizations involved in the cleanup process-the Navy,
(including the Atlantic Division and the Engineering Field Activity Chesapeake of
the Naval Facilities Engineering Command as well as the Navy installation), the
Navy’s consultants, the Virginia Department of Environmental Quality (VDEQ), and
Region III of the Environmental Protection Agency (EPA).

Until the mid-1990s, these parties lacked flexibility and sufficient concern for each
other’s organizational goals. The resultant “us-them” mindset created a sometimes
tense and often counterproductive working relationship. Clearly, there had to be a
better way.

Building the Bridge

Was there a solution? Used by the construction industry since the 1980s, Partnering
is a process based on the premise that collaborative decision making is essential to
success in complex situations. In the Virginia-Navy IR Program, partnering was first
used on a limited basis in 1992 to resolve issues surrounding the initiation of a Fed-
eral Facilities Agreement for the Naval Weapons Station (NWS) Yorktown. Based
on this initial success, a formal partnering process began at NWS Yorktown in 1995.
Since then, the number of Tier I teams has grown to seven responsible for managing
AL prOTE the cleanup programs at nine military installations that have resulted in significant
time and cost savings.
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What is Partnering?

Partnering is a process that brings key players together to work as a team to achieve
mutually beneficial goals. The relationship is based on trust, dedication to common
goals, and an understanding of each team member’s individual expectations and
values. The common goal is to protect human health and the environment while
reducing cleanup cost and time. This brochure discusses the use of partnering prin-
ciples by the VDEQ, EPA Region III, the Navy, the Marine Corps, and their consul-
tants to investigate and cleanup former disposal sites.

 “In the beginning, the process consi




How Does Partnering Work?

Partnering develops communication and trust among par-
ticipants, thereby discouraging competitive or adversar-
ial relationships. Team members take joint responsibility
for maintaining and nurturing the partnering relationship.
Partnering also promotes the open exchange and con-
sideration of new ideas to avoid tunnel vision and such
responses as “that’s the way we have always done it”.

Each organization also empowers its team representatives
to conduct daily business to resolve most issues and prob-
lems at the level where they occur. Management involve-
ment should be a last resort.

What is the Investment?

You can’t just throw people in a room and expect great
results. There is an investment in training. The trust, com-
munication, and meeting-management skills necessary
for effective partnering are learned through formal train-
ing sessions and professionally facilitated team meetings.
Effective partnering also requires regularly scheduled
meetings to keep the process moving and to resolve any
issues quickly.

The training pays off as teams develop their partnering
skills and are able to self-facilitate their meetings. Self-
facilitated teams are better equipped to continue the
streamlined cleanup process at their bases. Six of the
seven installation partnering teams in Virginia have devel-
oped the skills to be self-facilitated. By the end of 2002,
all of the teams will be self-facilitated.

Investments are also made in opportunities for the teams
to share with one another, especially, their success stories
and lessons learned. Opportunities include a website and
Joint Partnering Teams meetings (approximately every
two years). The joint meetings also provide a forum for
discussion and training on current issues.

Tier I team preseniation at the November 1999 Joint
Partnering Team Meeting meeting.

“When you build relationships with people it helps
- with the problem solving; they know what your
bottom Ime is and you know what thetr bottom lme -
-l : ; Lo

Bob _S._rrou-d,‘ Rroje'c_t Mén&géf atEPARegmn HI

“Partnering has played a tremendous role in the
successful IR program at Naval Station Norfolk.
(The) team was able to resolve numerous issues,

bring the study to a close, get a Record of Decision

written and signed, and have a $2 million reme-

diation project designed, awarded and (:Ompleted
“all within 3 Yyears. There are many other successes
attributable to partnering, but the ti cost sav-
: gs realtzed 0. thts ne project alone has‘ Justg‘ied ;

Success Stories

Good news is being heard about partnering and
Navy/Marine cleanups in Virginia!

Prior to partnering, closure of a Naval Station Norfolk
landfill, previously used for disposal of sandblast and
construction waste, had come to a standstill with unre-
solved capping issues. The trust and communication
skills developed through partnering enabled the team to
jointly scope the project and break through the road-
block. An estimated 1 to 2 years was saved in document
review time and in resolving the technical approach.
Approximately $3.5 million in construction costs were
saved by an alternate cap design.

At the NWS Yorktown, the Navy estimates that partner-
ing has cut project execution times and cost up to 50
percent. The use of innovative technologies like active
biological treatment of contaminated soils and natural
attenuation to address residual pollution have reduced
costs an estimated $3 million.

Activities at various sites have also included additional
improvements to enhance the natural environment and
wildlife habitat. These included the creation of wetlands
and riparian forest buffers, and the planting of native
species. In recognition of their accomplishments, NWS
Yorktown won the FY 1999 Secretary of the Navy Envi-
ronmental Award for Environmental Cleanup at a Navy
installation.

Since 2000, the improved levels of trust and cooperation
developed through partnering has enabled the team at



Construction of a bioremediation cell at NWS Yorktown
to treat soil contaminated with explosives and chlorinated
solvents by an innovative technology.

Quantico Marine Corps Base to expedite initial review of
numerous sites and potential areas of concern. Improved
relationships have also resulted in up-front joint scoping
that minimizes the multiple document review that had
occurred in the past. Estimated workplan and other proj-
ect savings now approximate $750,000.

“Shared common goals and building trust along
the way has helped the cleanup process immensely.
1 only wish we could have started (partnering)
sooner.” ' ;

Ryan Mayer, .Reiﬁedial'PrajeCI Manager with the
- Navy’s Engineering Field Activity Chesapeake

The Naval Surface Warfare Center Dahlgren (NSWC)
used partnering to tackle a challenging landfill reme-
diation project (Site 9). Installation of a slurry wall,
excavating a sediment basin, installing a marsh cap and
screening for unexploded ordnance and consolidated
waste were among the issues to be addressed. The part-
nering team resolved these and various unexpected con-
struction surprises to complete the project on schedule
and within budget.

The New Gosport Landfill project at the Norfolk Naval
Shipyard (NNSY) is another example of the exciting
results possible through partnering. This project involved
the removal of abrasive blast material containing paint
chips from Navy and private property. Screening of

Creation of a wetland and marsh cap at the Site 9
landfill on NSWC Dahlgren.

the soil/blast mixture removed extraneous material
(concrete, wood, etc.) and stabilization with fertilizer
reduced disposal cost by more than $1.4 million. The
local community was involved through the whole project
by participation in Restoration Advisory Board meetings
and Navy distribution of project status fact sheets and
flyers. The excellent communication and coordination
achieved by the team also included the Virginia Institute
of Marine Science and the Elizabeth River Project. This
allowed the remedial design to incorporate the creation
of 1.9 acres of new wetlands along Paradise Creek and
still realize significant overall project savings. NNSY
won the 2001 Chief of Naval Operations Environmen-
tal Award for Environmental Restoration at a US Navy
installation.

A Tiered Approach

The Navy, Marine Corps, EPA Region Il and VDEQ
coordinate cleanups at Virginia installations through
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Dedication ceremony for a wetlands created by the New
Gosport Landfill closure at Norfolk Naval Shipyard.
“Princess” Elizabeth, a spokesperson of the Elizabeth
River Project attending.



three different tiers (levels) of partnering teams. At each
tier, participants contribute expertise and resources to
achieve common goals and provide installations with
tools to effectively address cleanup.

Tier I teams include individuals representing the installa-
tion’s environmental office; the Navy (or Marine Corps),
State and EPA project managers; contractor staff; and
technical specialists. By meeting regularly to develop
strategies, evaluate studies, and decide and execute
required remedies they improve the quality and consis-
tency of actions taken at the installation.

Tier II teams are made up of program managers that
mirror Tier I representatives. Their primary role is to
support Tier I teams by resolving issues raised by Tier
I, discussing new guidance & policy, providing clarifi-
cation and guidance, and addressing technical concerns.
Policy conflicts that can’t be resolved at the Tier II level
are elevated to Tier 111

Tier 11 consists of senior level managers responsible
for key environmental policy, programming and budget-
ing decisions. These managers work together to resolve
potential differences in organizational policies and goals
that might hinder the progress of Tier I and II. Tier III
also assists in making sure resources are available for
Tier I and II and are able to share ideas and resources
across Virginia.

The Future

Since 1992, the Navy, Marine Corps, EPA, VDEQ, and
their contractors have been successfully implementing
partnering and using facilitation skills to streamline the
IR process to expedite cleanups. All agencies agree that
the partnering process should continue. By helping the
teams to function well, the successes have been signifi-
cant and all involved, including agencies’ management,
believe the effort is worth the investment.

The success of the partnering process
to facilitate conflict resolution and
maintain program progress has prompted
the agencies to form specific partnering
teams to solve unique technical and
policy challenges. The first facilitated team
is an ecological workgroup that has been
established to identify and resolve issues that
challenge ecological risk assessments at the
bases. Based on the initial success of this
team, future formation of partnering
teams with specific assignments and
specified time periods to resolve
unique issues will continue.

“I want to commend everyone involved for their
spirit of cooperation. When the tough questions
were asked everyone said why nat’ mstead of
w hy 293 :

- Walter Pnest of rhe Vzrgzma Instztute of 'Marme o
Science, about the New Gosport Landﬁ-- Closure

“Through partnering, EPA, VADEQ, the Navy and
Marine Corps sirive for the best collaborative deci-
sion regarding cleanup action to take at each site.
This approach avoids delays, unnecessary costs

_ and potential mzsunderstandmgs in r:ommumca-

: twn wu‘hm tke actmty teams Parmenng zs an

For More Information

Contact the Navy/Marine Corps installation envi-
ronmental coordinator or EPA/VDEQ remedial
project manager. You may also direct comments
to:

Mr. Robert Schirmer

Atlantic Division Naval Facilities
Engineering Command

Installation Restoration, Code EV22

1510 Gilbert Street

Norfolk, VA 23511-6287

Telephone: (757) 322-4751

e-mail: schirmerrg @efdlant.navfac.navy.mil

Ms. Stacie Driscoll

US EPA Federal Facilities Branch
(Mail Code: 3 HS13)

1650 Arch Street

Philadelphia, PA 19103-2029
Telephone: (215) 8§14-3368
e-mail: driscoll.stacie@epa.gov

Mr. Durwood Willis

Virginia Department of Environmental Quality
629 East Main Street

Richmond, VA 23219

Telephone: (804) 698-4192

e-mail: dhwillis@deq.state.va.us
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